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Abstract
The emerging set of standards know collectively as ISO 14000 has generated a great
deal of interest in industry and amongst the public agencies responsible for insuring
their environmental performance. Industry and government alike seem to be
embracing the standards as soon as they are released. In particular, both groups are
looking to the standards as a key component of a new paradigm for cooperation
between regulators and industry. This paper discusses some of the opportunities as
well as potential pitfalls which environmental policy makers should consider while
formulating their strategies for including ISO 14000 and other EMS standards in
technical assistance, compliance and regulatory programs. It also will address the
necessity for ISO 14000 and a globally standardized set of environmental principles,
its history and its future.
In the summer of 1995, just over one year before the first standard of the ISO
14000 series was published, Silverstein wrote: "The American environmental
movement is in a funk" (p. 51). He pointed to the federal government's opposition to
environmental management legislation, to the decline in contributions to preservation
organization such as the Sierra Club and to the "evaporation" of environmental stories
from the media. He also pointed to the seeming easing up on polluters, even in states
that had previously been gung-ho in cracking down on organizations that pollute the
environment. Although these facts were discouraging for those interested in
preserving the environment and those who recognize the perilous condition the
world's environment is in, there were other facts that did lend hope to the future of
the environment. For one thing, the United States no longer "calls the shots when it
comes to environmental protection worldwide, or even in many respects, when it
comes to the behavior of its own corporate citizens" (p. 51). Silverstein offered these
data as support for his statements: in 1985 Americans spent 60 percent of the money
spent in the world on environmental cleanup but in 1994 more than 60 percent of the
expenditures came from sources outside America. Environmental spending in the
U.S. grows by about 5 percent each year, but it grows at least by 10 percent per
annum in other countries and as much as 15 to 25 percent in Asia and Latin America.
Additionally, where legislative, intellectual, and administrative initiatives once came
primarily from the United States, these initiatives are being initiated at far greater
rates in other areas of the world. For example, the most comprehensive and strongest
recycling legislation is in Denmark and Germany, rather than in America. The most
successful government-business environmental partnerships are found in The
Netherlands. The first nation to create an industry-generated set of national
environmental management standards was the United Kingdom-in 1992. These are
telling facts regarding the concern in the United States with environmental issues.
The global tone for environmental management is now set by the European Union
working both through the Commission and through individual member states within
the Union. They have taken the lead away from the United States and at this time
there certainly does not seem to be any movement within this country to change that
status. This can lead to a devastating economic situation in the U.S. because nearly 8
percent of the gross national product is now in trade, which means there are
thousands of U.S. companies dependent on the global economy. They will therefore
be required to pay attention to the more demanding environmental rules being issued
by the global market states, such as the European Union (Silverstein, 1995).
There can be little doubt in anyone's mind that tougher environmental
protection regulations are needed. Consider just a few of the environmental accidents
in the last twenty years where the fallout of nuclear radiation was due to the
negligence of chemical firms and nuclear plants: Seveso, Italy; Bhopal, India;
Chernobyl and Basel. Much of the public does not seem to realize the devastating
consequences these kinds of 'accidents' have for ecosystems not just in the present
but for future generations. Technology and advanced industrial processes are
wonderful and beneficial in many respects but they also impose risks on the society,
all of which have not been publicized or even explored (Ercmann, 1996). It
sometimes seems that the only way to get companies to be environmentally aware
and responsible requires laws that govern their activities but not all regulations even
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come from governments. In fact, some of the most important guidelines are generated
by private organizations are voluntary instead of mandatory. Fortune 500 companies
in America and their international counterparts have led the way in finding ways to
reduce waste while they limit future liabilities. The most systematic and far-reaching
organization that deals with environmental issues is the International Standards
Organization and their most recent effort, not yet completed, will have by far the
greatest impact on businesses relative to environmental management systems
(Silverstein, 1995).
After three years in the developmental process, the International Organization
for Standardization's ISO 14000 was launched in September 1996 when the
publication ISO 14001 and ISO 14004 was published. This is a series of international
standards about environmental management. At the present time, compliance with the
standards is completely voluntary; this condition could change in the future. The ISO
previously produced the ISO 9000 series of standards for quality management; ISO
14000 series is expected to reach well beyond the 9000 series. The ISO is a Swiss-
based worldwide organization with representatives from III countries. Their purpose
is to establish quality management system standards, standards for all industries,
whether manufacturing or service, that relate to environmental management systems.
ISO 14000, upon completion, will include at least 20 separate standards that will
cover a range of topics from assessing the life cycles of different products to
environmental labeling to environmental auditing.
The first standard is ISO 14001: Environmental Management Systems -
Specifications with Guidance for Use. This is the standard companies will use to
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develop and implement their own environmental management system. This standard
offers a framework for integrating a company's business activity with environmental
management. The publication also tells companies how they can establish a system
that will comply with legislative and regulatory requirements, achieve their own
stated environmental objectives, stay within their own procedures and how to audit to
make certain they are conforming to the laws, policies, etc. as well as to know how
they can improve. There are benefits to the company, perhaps one of the key factors
for businesses is that adopting environmental standards, the company will strengthen
its own credibility with customers, commentaries and governments (Jackson, 1997).
The ISO 14001 standards define an environment as: "Surroundings in which
an. organization operates, including air, water, land, natural resources, flora, fauna,
humans and their interrelation. The environment in this context extends from within
an organization to the global system" and an environmental management system is
defined as: "The part of an overall management system that includes organizational
structure, planning activities, responsibilities, practices, procedures, processes and
resources for developing, implementing, achieving, reviewing and maintaining
environmental policy" (Jackson, 1997; p. 127).
The rapid industrialization of many parts of the world, the emergence of new
markets in Eastern Europe and Asia, and the widening influence of information
technologies on the "homogenization" of the business world have allIed to an
increased awareness of the global nature of the economy. Increasingly, access to
global markets is of concern not just to large multi-national companies, but the
smaller manufacturers who supply them, or sell directly to these markets. ISO 14000
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is seen by many as a requirement for continued success to these markets. (Samdani,
41)
ISO 14000 is a procedural standard, not a performance standard. It provides a
framework for environmental management that is consistent with the many of the key
concepts of pollution prevention (formalized goal setting and performance self-
assessment, explicit consideration of environmental cost, adoption of a fulilifecycle
approach to product and process decisions, etc.) However, the standards do not tell a
company which goals to set, or require the goals to be achieved. (Begley, 40-43)
ISO standards fail to define pollution prevention in a manner consistent with state or
US federal policy. Pollution prevention and toxins use reduction policy implicitly
call upon the precautionary principle, which argues that industry should take action to
reduce potential environmental impact, even in the absence of conclusive proof of
that impact. ISO 14000 encourages companies to set goals on reduction of verifiable
environmental impact. Standards leave wide latitude to industry in deciding how to
prioritize environmental concerns. While pollution prevention is an implied outcome
of ISO registration it is worth taking into consideration when developing policy
responses to the standards. (Begley, 40-43)
In recent years more aggressive enforcement of environmental regulations has
resulted in increased fines and even imprisonment for corporate officials. One
important step to reduce the risk of civil and criminal penalties or lawsuits from
employees or neighbors in the Environmental Compliance Audit. Large corporations
are already using in-house staff with the sole purpose to oversee and implement the
corporate environmental strategy. The corporate self-audit is a good start to reduce
5
environmental liability. The US Environmental Protection Agency (EPA) and the US
Department of Justice (DOJ) provide incentives for self-auditing and self-policing.
The self-audit can show the effectiveness of the environmental management system
already in place. It may show the need for change or improvement or the need for
additional systems, including training etc. The self-audit should be complemented,
reviewed or replaced with external independent consulting audits to avoid potential
conflict of interest situations. (www.hazwaste.com) Since environmental lawsuits
are fairly common, remember that your audit reports can be used as evidence in a
court of law. Therefore, careful control of the documents, quick reaction to
nonconformance, and sign-offs on all paperwork is critical. When successfully
implemented, a good EMS should be more helpful to your company in a court of law
while a poorly operated EMS will add to troubles in litigation. (Miller, Pinero) On a
public relations standpoint it is good to be a responsible corporate citizen, by using
audits as a tool for compliance, and be able to show that environmental compliance is
an important part of the corporate policy. (www.hazwaste.com)
It is believed that ISO 14000 will fit more easily and rapidly into the
international community than in this country. The main reason is that the European
and other international communities already operate on the ''voluntary standards"
concept. Ironically, the European community has not fared well in the regulatory
enforcement approach. Performance standards and public scrutiny and discretion are
very influential~ companies will incorporate "voluntary" programs to avoid any
negative perception in the eyes of the public. Conversely, the US has always
depended on command and control methods and the imposing presence of the US
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Environmental Protection Agency (EPA). The concept of voluntary public disclosure
of environmental performance records was relatively unheard of in this country until
recently, although this is a basic theme ofISO standard. (Miller, Pinero)
The differences between current policy frameworks and ISO 14000 do not
reflect flaws in the ISO standards, but point out the differences in objectives and
stakeholder groups. These differences may serve as an opportunity for creating
dialog in ongoing regulatory reform efforts to the mutual benefit of industry and the
environment. States see ISO 14000 as providing opportunities for streamlining
compliance monitoring. This is an important issue in the current environment of
limited program resources. The emphasis on management commitment, full cost
accounting and environmentallifecycle thinking is consistent with underlying
implementation philosophies of many pollution prevention programs. The standards
are able to move environmental compliance monitoring to a less adversarial context.
This helps regulatory agencies address continued high public expectations for
environmental protection while responding to deregulatory trends in legislative
bodies and within the electorate in general. (Tropea)
The regulatory community has shown considerable interest in the role of ISO
14001 certification as a mitigating circumstance in enforcement actions, and as a
prescriptive measure in settlement of enforcements. Efforts have also been made to
establish leniency periods for companies that discover and disclose non-compliance
issues during self-assessment. Programs need to work aggressively within their
agencies to establish ISO 14000 as a shared tool that provides a natural "bridge"
between these program elements. (Braham, 38-42)
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The rate of adoption of ISO 14000 between large and small companies is
expected to be significant, with large companies leading the way. In part, this
difference will be the greater emphasis on global markets in larger companies, and in
part, due to the significant barrier to entry created by ISO registration process.
Existing environmental programs can help reduce these entrance barriers by
publicizing case studies of early adopters, developing model goals, metrics and EMS
"boilerplate," and helping to establish industry networks for companies interested in
the standards. (Miller, Pinero)
It is interesting to note that third party certification of companies under ISO
14001 is likely to be carried out by firms which have not traditionally played a large
role in environmental management. Due to the emphasis on management systems
and industry desires to integrate ISO 14000 and ISO 9000 registration process, it is
likely that certification will be carried out in large part by management consultants,
accounting firms, and ISO 9000 registrars. Regulatory agencies and pollution
prevention technical assistance programs may want to consider development of
training programs and other resources for these firms, to help assure that registrars are
sufficiently familiar not only with the letter ofthe environmental law, but with the
program priorities and values of the responsible agencies. (Jackson, S.)
Traditionally, pollution prevention programs have focused a great deal of their
resources on the needs of small and medium sized companies. While it can be argued
that this is an appropriate targeting of limited resources to those who most need it, it
also creates the dilemma of expanding the number of "clients" that programs must
serve. The emphasis on product supply chain stewardship in ISO 14001 provides
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additional incentive to larger companies (who are likely to be among the early
adopters) to develop supply chain stewardship programs. Technical assistance
programs should seek to create effective partnerships and pilot programs to assist
larger firms with the assessment and training of their suppliers, thereby leveraging
program resources from both the public and private sectors. (Atcheson)
Many smaller companies may elect to follow the intent of ISO 14000 rather
than pursue formal registration. It should be possible for a company of nearly any
size to adopt an environmental management system and meet the intent of ISO 14000
without a large investment of cash. These companies may, however, require an
outside source or specialist to help them determine the scope and structure of their
EMS, address specific technical or business process redesign issues, or simply make
the initial determination of whether to pursue registration. As a result, pollution
prevention programs will want to insure that their staff is conversant in the basic
concepts of ISO 14000 and can effectively integrate them into a technical assistance
toolkit. (Tibor, Tim & Feldman)
Although Registration is not required at this time, it is possible to register as a
complying company. There is a list of activities that must be performed and the
environmental management system must be in place. To register, the company would
hire an official independent third-party auditing body to assess the system and to
assure it meets the requirements of whichever standard it is applying for, ISO 14001
which is the one for the management system, for instance. The registrar also must be
accredited by some means of national accreditation. In the United States, two
organizations, Registrar Accreditation Board which was established to certify ISO
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9000 registrars, and the American National Standards Institute, which is the U.S.
representative to the ISO, have united to form the National Accreditation Program
(Jackson, 1997).
Again, there is no governmental regulation that forces corporations to sign on
to ISO 14000 standards but as Silverstein noted, the distinction is most likely to
become meaningless as time goes by. There was not requirement to adhere to ISO
9000 standards that deal with product quality but the standards changed the way
goods are bought and sold anyway. More than 40,000 companies have become ISO
9000 certified in order to have their products accepted worldwide. American
companies were slower to take this step but considering the international market, they
are now rushing to be certified. No doubt, the same thing will happen with ISO 14000
(1995).
There is more movement among companies in Europe to become certified
with the ISO 14000 standards than there is in America at this time. In fact, ISO 14000
is now replacing the striving for European Commission's Eco-Management and Audit
Scheme (Emas) certification in Europe. In fact, one expert noted that: "Most
companies in the world have their eye on ISO 14000 and are modifying their
environmental programs to fit it. The whole game is moving in one direction" (Scott,
1997, p. 84). The ISO 14000 is respected so much that when a company is registered
as ISO 14000, they will be eligible to qualify for the Emas accreditation (Scott,
1997). Begley (1996) pointed out that companies in the U.S. were adopting more of a
wait-and-see attitude, waiting for the results of some pilot projects and Barlas noted
that because ISO 14000 standards were based on European standards instead of
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American technology standards, some medium size companies in this country may
have problems complying with the series (1996).
Registration is not a cheap process. Estimates range from $50,000 to $300,000
in money and up to 12 months to obtain the certification. The reason for the rather
large range in the cost is because larger organizations as well as those that deal with
more environmental issues will be more costly to certify. For example, a steel mill
that must be concerned with issues related to both air quality and water contamination
would be at the more expensive end while a job shop with 50 employees would be at
the lower end (Schrimpf, 1997).
Companies who already have environmental management systems in place
will find the certification process quite easy. Rockwell Automation's Twinburg plant
is a good example of the ease with which this process can be accomplished. Their
environmental system already reflected those outlined in the ISO 14000 standards and
it took a five-person team about 10 days to modify the existing plan to be fully
compliant. It cost the company $100 per hour and took approximately 50 man-days,
although the days were longer than eight hours. They also trained employees and
hired an external registrar~ due to the scarcity of registrars in the U.S. at the time, they
had to fly one in from Europe (Schrimpf, 1997).
Benefits are already being seen by Rockwell's Twinsburg plant. They have
noticed a reduction in both the consumption of energy and in the production of waste.
Also, they reduced the amount of material sent to landfills by nearly 150,000 pounds
in the first year. This was due to their new recycling program which is part of their
management system (Schrimpf, 1997).
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If we wish to, at a minimum, maintain our market position, and hopefully
continue to improve it, we need to be sensitive to foreign interests as well as the
indirect effects. Even companies who do not market directly overseas, selling to
another vendor who does may still require you to comply, as a pass-through
requirement.
The ISO 14000 standards have been developed by industry in response to a
number of environmental concerns, including the desire to provide some uniformity
to environmental management standards. Of greatest interest to both industry and
policy makers is the ISO 14001 EMS standard which will be required of companies
seeking ISO registration. Many regulatory agencies are currently considering how to
integrate the emerging standards into regulatory reform efforts and pollution
prevention initiatives. While opportunities for synergy between pollution prevention
policy and ISO 14000 certainly exists, it is important to take into account important
differences in goals and objectives between sound public policy and industry-driven
standards. Once these differences are understood, agencies will find that many
concepts developed within the pollution prevention community have a great deal of
applicability to ISO 14000, and vice versa.
The growing public awareness of environmental performance is additional
motivation to embrace ISO 14000. It is no longer sufficient to proclaim that your
company complies with regulations. That is now considered minimum performance.
The concept of public evaluation by your customers is common elsewhere in the
world, and it is coming to the United States. It is also expected that ISO 14000
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standards will be incorporated into US standards, whether or not they pertain to
international dealings.
It is not at all unrealistic to expect that compliance with ISO 14000 will be a
requirement of doing business in the future. And the benefits of such will be far-
reaching, including increased operations efficiency; assistance with ensuring
regulatory compliance by providing an overall system incorporating those that are
applicable; and facilitating business relationships.
ISO 14000 is here to stay and even if it never becomes legislatively mandated,
the international markets will demand companies gain certification. The market is a
major driving force and environmental management systems are simply going to be
required for companies to conduct business on a global scale and very likely even on
a national scale within a few years.
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